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ABSTRACT

This research project resulted in the development and acceptance by key stakeholders of
aframework of strategic training priorities for alarge urban fire department. The problem was
that the department did not possess a set of accepted strategic training priorities. The purpose of
the project was to produce a framework of accepted issues and priorities that could be used to
focus available resources to achieve gods.

This research employed both historical and action research to address the following
research questions. What are the Metropolitan Fire and Emergency Services Board' s (MFESB)
current training obligations? Wheat training obligations exist for the future? How will priorities
be accepted?

The principa procedures employed form part of action research methodology and
historica research focused on significant legidation, commissiond reports and literatures.

The mgor outcomes of the research was principdly the production of a strategic training
priority framework that has been accepted by key stakeholders as a basis upon which to employ
available resources to achieve progress towards desired training priority goals.

The recommendations from this research included (a) analysing existing service delivery
outputs to determine skill acquisition and maintenance requirements over atime period, (b)
amilar andyss of planned new sarvice ddivery outputs, (€) the forma addressing of identified
priorities viaafull time project team, (d) continuation of regular sakeholder review meetings
during the project planning and working phase, (€) the consultative process be considered for
other significant organisationa projects, (f) a project management methodology be employed to
action issues, and (g) that other researchers explore different approaches to gaining stakeholders

acceptance of training priority decisons.
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INTRODUCTION

The Metropolitan Fire and Emergency Service Board (MFESB) operates within alarge
urban environment in the city of Melbourne, Audrdia. This environment contains a number of
sgnificant features. It is geographicaly large with an areato provide service within of some
1,200 square kilometres. 1t has alarge population of 3.5 million with some 28 percent of its
population coming from a non-English speaking background.

The MFESB in the past few years as aresult of externa scrutiny focused on productivity
issues has broadened service ddlivery of the organisation by operationa staff to encompass
emergency medica response and a variety of existing and planned community safety initiatives.

The problem isthat as aresult of these and other changes the MFESB training
department lacks a set of accepted and achievable strategic priorities.

The purpose of this research project isto develop aframework of accepted training issues
and priorities that can be used to focus available resources. Historical and action research
methods are employed to answer the following questions:

1 What are the MFESB'’ s current training obligations?
2. What training obligations exigt for the future?

3. How will priorities be accepted?

BACKGROUND AND SIGNIFICANCE
The MFESB has recently lived through a number of significant experiences that have and

will continue to have sgnificant implications for the organisation’ s training delivery.



The Public Bodies Review Committee report (Parliament of Victoria Public Bodies
Review Committee, 1994) examined the organisation in great detail. One of the key issues
identified was a decrease in demand for traditiond activity and hence an examination of
firefighter productivity took place. A key outcome was the acceptance and recommendation for
thetrid of an emergency medica response (EMR) program in the City of Mdbourne. Theat trid
commenced formaly in 1998 and concludesin 1999. EMR training is currently ongoing.

A number of enterprise bargaining processes have resulted in formdisation of existing
and planned community safety programs under the term Community Safety Modd. Appendix B
contains a copy of the Community Safety Model roll out. This reinforces exiting training needs
and identifies new needs for successful delivery of these programs.

A broadened approach to the delivery of emergency response over the past few years has
occurred as aresult of organisationa decision making to provide speciaist services and to better
respond to the changing nature of emergencies in the community. This gpproach has seen the
development of specidigt training programs and qualified operationd staff in diverse areas such
as, Fire Investigation and Andys's, Dangerous Goods Audit, Hazardous Materids Response,
High Angle Rescue, Trench Collapse Rescue, Confined Space Rescue and Water Access
Firefighting and Rescue.

Nationa training policy has seen fire servicesin Audtrdia become early adoptors of the
competency based training approach including e ements of the nationd training agenda including
qudification frameworks, qualification portability, assessment gpproaches and recognition of
prior learning. The competency approach has focused the organisation on the crucia issues of
skill maintenance and gppropriate assessment policy and practice to ensure the broad range of

skills we ask gaff to possess are maintained and able to be used safdly.



The nature of the MFESB workforce has been changing over the past 10 years which
offers different training chalenges. September, 1999 saw the first recruit course graduate in 10
years. Hence, avery ‘young organisation 10 years ago isnow inits middlie age in terms of a
gaff profile. The MFESB has dso downsized gpproximately 25 percent from 1,878 operationa
gaff in 1993 to 1,454 in 1999, creating a workforce of minimum safety crewing.

It isimportant that the research problem and questions are addressed for a number of
reasons some of which have been enumerated, however, the critical overriding concernisto
ensure the safety of our firefighters who have to dedl with ever increesng complexity in their
work environment.

Thisresearch is rdlated to the andysing organisationa change requirement element of the

Nationd Fire Academy’s Strategic Management of Change COUrse.

LITERATURE REVIEW
Literature was reviewed at the Nationd Fire Academy (NFA), the MFESB library and
interlibrary loan where appropriate. The focus of the problem and purpose statement is
identifying and gaining acceptance for organisationd training needs.
The objectives of the MFESB are stated in the Metropolitan Fire Brigades Act 1958 as
follows (Parliament of Victoria, 1997).
The Metropolitan Fire and Emergency Services Board will:
Provide for fire suppresson and fire prevention services in the Metropolitan Fire
Didrict;
Provide for emergency prevention and response servicesin the Metropolitan Fire

Didtrict; and



Carry out any other functions conferred on the Board by the Metropolitan Fire
Brigades Act or any other Act (p.10).

The meaning of emergency in legidation isimportant asit provides abasis on which to
ensure the organisation can meet its service ddivery obligations. It is defined inthe
Metropolitan Fire Brigades Act 1958 asfollows (Parliament of Victoria, 1997).

Emergency means an emergency due to the actua or imminent occurrence of an event

which in any way endangers or threatens to endanger the safety or hedlth of any person or

which destroys or damages, or threatens to destroy or damage, any property or endangers
or threatens to endanger the environment or an eement of the environment, including,
without limiting the generdlity of the foregoing-

(&) an earthquake, flood, wind-storm or other natura event; and

(b) afire and

(¢) anexploson; and

(d) aroad accident or any other accident (p.2).

The organisation misson atement is“to minimise at an acceptable community cost, loss
of life, injuries, and the associated impact on the community, property and the environment of
firesand other emergencies’ (Metropolitan Fire and Emergency Services Board, 1998, p.2).
The MFESB has more formally adopted exigting and planned community safety initiatives
through different processes. A review was undertaken by consultants of emergency response
delivery systems resulting in Government agreed recommendations. KPMG (1997) published
the following recommendations:

1. A greater community safety role for the Brigade;

2. A more commercidly orientated organisation of operations to increase accountability;



3. Establishment of benchmarking for the cost of services to provide feedback to staff
on performance and to act as adrive for organisationa improvement. (p.94).

A more recent industria process produced athree year enterprise agreement with staff
represented by the United Firefighters Union. This agreement aso gave effect to the community
safety direction which will influence training prioritiesin the future. Metropolitan Fire and
Emergency Services Board and United Firefighters Union of Audtradia (1999) agreed on the
following in relation to community sfety.

The parties acknowledge the MFESB is uniquely placed to provide arange of community

based services which enhance public safety and safety awareness.

These services are broadly based and include both fire and non-fire related activities.

The document attached as Appendix B sets out arange of activities and draft program.

The parties are committed to the progressive implementation of the activities outlined in

Appendix B. The sequence and timing of implementation shal be agreed by the parties.

The partieswill review any other initiatives as they arise pursuant to clause 9 with the

purpose of ensuring the possible implementation of the new initiativesis undertaken in a

consultative and pro-active manner ensuring existing resources and ddivery sandards are

maintained. (Clause 21).

Training was dso the subject of forma agreement in that “The parties are committed to
the ddlivery and assessment processes of competency based training; and further that such
processes will clearly define the skills required by each rank to which this agreement applies’
(Metropolitan Fire and Emergency Board and United Firefighters Union of Australia, 1999,

Clause 36).



The government policy support for the introduction of Emergency Medicad Response
(EMR) sarvices semsfrom areview of the organisation held in 1994 by a government body
known as the Parliament of Victoria Public Bodies Review Committee (PBRC). Thelegidation
under which it operates, requires the committee to consider the body with respect to terms of
reference which include, “ Report to the Parliament whether or not the body should ceaseto exig,
whether or not the body pursuesiits objects efficiently, effectively and economicaly and whether
or not the structure of the body is suited to the activities it performs’ (Parliament of Victoria
Public Bodies Review Commiittee, 1994, p.x).

The committee in its recommendations saw that the Metropolitan Fire Brigade (MFB)
should extend its role to include emergency medical response and that any legidative barrier to
the Metropolitan Fire Brigade assisting in medica emergencies be removed immediately
(Parliament of Victoria Public Bodies Review Committee, 1994, p.102). It aso discussesthat
the MFB and ambulance training colleges must work together in preparing operationa
procedures and suitable course materia and testing and assessment programs. Training would be
further facilitated through co-located fire and ambulance stations and in a cost effective way,
within the Brigad€ s resources, usng mediums such as Fire Vison (Parliament of Victoria
Public Bodies Review Committee, 1994, p.105).

The benefits of atraining needs andyss are described fully by Bartram and Gibson
(1997) as:

Investment in training and development will have afocus and direction.
Priority training needs throughout the organisation will become apparent.

Appropriate methods for meeting these needs will be identified.



Training will be systematic and planned but flexible enough to cope with ad hoc
requests.

The bendfits of training will be messured againg initid cods.

The contribution training makes to organisationd growth and success will be
recognised. (p.4).

In undertaking an analys's one needs to congder the perspective one bringsto the
andyds. Pergpectives can range from skill andysis, through Situationd analysisto
organisationd analyss (Bartram and Gibson, 1997, p.5).

In a competency based environment the leve of performance for aparticular job is
gpecified hence an andydisin such an environment will identify competency gaps (Tovey, 1997,
p.47).

The outcome of atraining needs andysis can be expected to include; specific satements
of the problem, any non+training issues, sandards of performance required, analyss of
dternative solutions (Tovey, 1997, p.48).

The Department of Employment, Education and Training (1989) emphasise that the term
training needs analyss means different things to different people and offers a definition for
practical use. It describes a difference between two types of andysis. Training needs analysisis
concerned with knowledge, skills and attitudes whilst occupationd andysisis concerned with
jobs, duties and tasks (Department of Employment, Education and Training, 1989, p.5).

Tovey (1997), Bartram and Gibson (1997), Kimmerling (1992), Smith (1992),
Department of Employment, Education and Training (1989) and Taylor and O’ Driscoll (1998)
offer flow charts of processesto deliver training needs andysis. They dl provide afocuson a

particular need. Bartram and Gibson (1997) and Department of Employment, Education and
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Traning (1989) importantly provide afocus on macro industry andyssincluding the externa
environmen.

McCldland (1992) offers a systems gpproach that isflexible in terms of offering both a
hierarchica approach in partnership with an open approach. He discusses that the human
resource development industry has been advocating the vaue of integrating training and
development into the strategic planning process but thet there is still agreat ded of resstance
and gpathy to such integration. He aso points out that a systems approach is appropriate for
organisations that require ongoing skill upgrading, where technological change is part of the
environment and thereis aneed to forecast future skill deficiencies.

Taylor and O’ Driscoll (1998) discuss the fact that organisations have in spite of
developments in theory and research continue a reliance on ad hoc training decisons rather than
using more systematic approaches.

Smith (1992) identifies drivers of change as being privatisation, deregulation, qudlity,
globdisation, downszing, takeovers and mergers and technology. Confronting these issues
requires change programs. Drummond (1991) supports the position that atraining needs andysis
must consider future organisationa development as well as development for individuds and
groups hence it can be a vauable planning and management tool.

Lundberg (1994) and Curtain (1994) report that the nationd training reform agenda
comprises five main themes, nationaly consistent competency based training, nationd
recognition of competencies regardless of how attained, an open nationd training market, fair
participation in vocationa education and training and an integrated entry-levd training system.

It isaprescription for revolutionary change in education and training which poses mgor

chdlengesto effective policy implementation (Lundberg, 1994).
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The literature canvassed informs the identification of current and predicted training

priorities. It provides no perspectives or comment on how to achieve acceptance of the

outcomes. That process for acceptance in this research will be informed by use of historical

experience, a preference for a consultative gpproach and professiond judgement.

Definition of Terms

ANTA

CBT

CEO

Enterprise Bargaining
ERP

Fire Vision

HART
HAZMAT
ISO

MFB
MFESB
NFA

RPL

Research Methodology

PROCEDURES

Audrdian Nationd Traning Authority
Competency Based Training

Chief Executive Officer

A process of labour — management contract bargaining
Enterprise Resource Planning

An internd microwave technology televison sysem
broadcagting to 47 fire stations.

High Angle Rescue Team

Hazardous Materid Response

International Standards Organisation

Metropolitan Fire Brigade

Metropolitan Fire & Emergency Services Board
Nationa Fire Academy

Recognition of Prior Learning

The desired outcome of the research was to develop an accepted framework that

identified the Strategic training issues and priorities that can be used to focus available resources



and thereby achieve outcomes that will improve the ability of the organisation to meet its
misson.

The research was higtorical research which considered the available literature and
existing organisationd reports and strategiesin order to gain an gppreciation of the current
training Stuation in the MFESB and environmenta influences.

The research was dso action research in terms of using current understanding and results
of research questions to inform the development of an accepted framework that will provide a
basis for focused application of limited resources to achieve progress on strategic training
priorities. Historical research will inform the results of research questions that will help develop

the accepted framework to be found in Appendix A.

Assumptions and Limitations

The research is believed to be straightforward with a focus on pragmatism and
practicality in obtaining an acceptance by al stakeholders of the outcome. Hence an assumption
ismadethat al parties have a stake and aredl interest in achieving thisresult. Itisbdieved a
this stage to be a redigtic and positive view on which to proceed, however, it would be wise to
monitor this belief over time to ensure the project remains on track and is not distorted by other

agendas.

Action Research Steps

The following action research steps were sourced from the Nationd Fire Academy’s
Executive Development course sudent manua (Nationa Fire Academy, 1997).

a) Recheck problem statement for clarity and comprehensiveness.

The problem isvery clear in terms of the training management group identifying a need

to develop the outcome to progress the achievement of a skilled and safe workforce able



b)

d)

f)
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to achieve the organisation’ smisson. It is comprehensive in terms of providing a clear
and accepted framework that embraces need and agreed priorities of stakeholders.

Egablish broad gods.

The purpose is to develop an accepted training Strategic issue and priority framework for
the MFESB.

Conduct a Stuationd andyss induding influencing focus.

Thisandlysswill be found in the answers to research questions section and will be the
result of processes to address research questions. 1t will aso be found in introduction,

background and literature review. A stuationd force field andysisis provided here.

Assisting Forces Resisting Forces
Political environment - Demand for other project work
Labor rdations environment . Sf avallability
Budget avallahility
CEO support

Define and prioritise srategies.

The framework will capitalise on assisting forces and will encgpsulate the definition and
priority of Srategies.

Set objectives.

The priorities will be the subject of action plansto achieve agreed outcomes following
framework acceptance.

Deveop step by step action plans for accomplishing each objective.

Asfor objective setting thiswill occur at alater stage in the changes management

process.



0 Implement the plans.

Outsde scope of this research project. Plan development and implementation will occur
in the next phases.

h) Evauate outcomes.

Outcome of framework acceptance will occur past implementation.

A number of specific processes were used to address each research question. These
processes were chosen pragmatically given the emphasis of the research was action research to
achieve a pecific outcome. These processes were checked to ensure that the Change
Management Modd steps available in the Nationd Fire Academy’s Strategic Management of
Change course student manua (National Fire Academy, 1996). The research question processes
were asfollows:

Research Question 1. What are the MFESB’ s current training obligations?

Use of literature review, legidative review, saff discusson, stakeholder consultation and
critica incident review.

Research Question 2. What training objectives exist for the future?

Use of literature review, legidative review, environmenta analysis and professiond
judgement.

Research Question 3. How will priorities be accepted?

Use of historica experience, consultative approaches and professiond judgement.

RESULTS
A drategic training issue and priority framework titled “ Training Challenge Priorities’

that has been accepted by stakeholdersis provided at Appendix A.
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Answers to Research Questions

Research Question 1. The literature provides a number of concrete expectations of the

organisation that must be trandated into training needs. 1t is not the purpose of this research to
produce arange of specific training needs appropriate to existing mission. Its purposeisto
develop aframework of accepted strategic priorities which when project planned and
implemented will produce more specific training needs and action plans to meet those needs.

The literature review confirms higtoricd training ddivery issues and the emergence of
broadened emergency response and community safety program delivery. Significant concerns
include the development of arecognition of prior learning (RPL) policy to meet the demands of
the nationd training agenda and make more efficient use of training resources. A redevelopment
of assessment policy will be needed to ensure an effective competency based training (CBT)
system. A key concern that is directly related to the organisation’s ability to deliver services and
the safety of our saff isto develop, resource and implement a skills maintenance syssem. The
MFESB has undertaken in recent times such specialised service delivery as emergency medica
response (EMR), trench rescue, dangerous goods audit, hazardous material response
(HAZMAT), high angle rescue (HART) and confined space rescue amongst others.
Technologica change has aso seen increased training requirements in information technology,
new pump equipment, extinguishing media amongst other specific needs.

Research Quedtion 2. An andysis of current trendsin the internd and externd

environment point towards a number of priorities that must be addressed for the future. They
digtill down to ensuring that the appropriate mechanisms are in place to capture the skills

acquistion and skills maintenance needs into the future. The time frame of this processis five to

16



17

ten years which points out the need for an iterative process to be programmed into training
managements key result areas aong with other key review and analysistasks.

The interna environment sees a need for a quantitative and quditative andyss of future
workforce demands including numbers and entry skill profiles. Thisanaysisis currently in
process with broad results available a the time of writing available for consderation.

A new framework that is structured around areview of the Augtrdian Fire Competencies
(AFC) isdeemed to be necessary in view of recent and forecast service delivery changes.

Thisframework in light of the nationd training agenda eements of competency
identification, assessment, maintenance and pathways of competency acquisition as described by
Curtain (1994) requires a reassessment of existing training delivery methodology. Different
possible methodologies indude use of intranet and multimedia, RPL from other training,
workplace ddlivered training, workplace self managed learning and use, use of mentors amongst
other posshbilities. Providing access to arange of methodologies and flexibility of access for
firefighterswill form part of such areview.

Consequent to areview of methodology it is consdered that we need to review the role of
trainers, assessors and the level and nature of training support needs for new methodol ogies.

The Audradian Nationd Training Authority (ANTA) has recently reframed its gpproach
to anational CBT based approach to vocationa training that has seen the opening up to all
comers the ability to be classfied as aregigered training organisation (RTO) with the ability to
deliver, assess and issue qudifications pursuant to the nationd qudifications framework. These
changes require review of our existing and new regigtration € ements to ensure we maintain our
RTO satus so that we can issue portable quaifications our staff can take into other fire services

or vocaionsif they wish.
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A skills maintenance policy is seen as a necessary and important precursor to the
development and implementation of a skills maintenance program across the organisation. EMR
training has seen a proscribed and audited skills maintenance program. It is envisaged thet a
amilar system needs to be put in place in other sKkill areas to ensure the occupationd hedth and
safety of our gtaff working in environments containing risk.

The implementation of a new framework, new skills and a maintenance program requires
arecord management system that is comprehensive, intelligent and practica. This need has been
communicated to the Business Systems Information Project and a training record system has
been part of the tender process resulting in the purchase of an enterprise resource planning (ERP)
information technology platform provided by the German SAP company. Thisrecord sysemis
planned for delivery in phase 2 of the SAP system implementation in late 1999, early 2000.

Thetraining department is currently certified and operating within the Internationd
Standards Organisation (1S0) 9002 regime. Changes in methodology and implementation of a
sgnificant program such as skills maintenance will require areview of exiging or development
of new procedures and management processes to maintain certification.

In association with the investigation of future workforce planning and consequent
training needs it has been determined there is aneed to consider our existing gpproach to
leadership development training.

A priority thet is particularly important to staff in the light of limited promotiona
opportunitiesis the influence of specidist qudifications on the promotion process. Thiswill
require a partnership review with the union to ensure an accepted and equitable outcome.

Research Question 3. The importance of gaining acceptance by the three key

gakeholders of the issues and their priority for addressing is paramount. They are the union
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representing employees, senior management and training management. It was decided at the
outset to engage in a consultative process that used a consensus process to reach agreement on
the outcomes.

A full time project team gpproach was decided as a key success factor in achieving the
outcome. Representation of this small team included a union representative, atraining
management representative as project leader and atraining professiona for technica expertise.
The Chief Executive Officer (CEO), very importantly in terms of organisationad commitment,
provided afull time union gppointment on secondment to the project team.

Senior training management and the CEO attended regular review meetings to ensure the
project team did not suffer any blockagesin terms of achieving the desired outcomes. Thishas
aso sent strong messages to al stakeholders about organisation commitment to the project.

Following discusson meetings adraft list of current and future priorities was produced
for condderdtion at the review meetings. This draft was findised and agreed and then asmilar
process was used to achieve agrouping of priorities. The fina document was presented to the
organisation’s senior management committee which included the CEO and Director of Human
Resources who were part of the review process.

The grouping of priorities and deciding which issue to address first was decided
consdering a number of factors including time criticality, stakeholder interest, sefety impact and
ease of achievement. This resulted in an dphabetica grouping of priorities which has snce been

used in implementing the work program.



DISCUSSION

The outcome of the action research has been developed using appropriate results from the
research questions. The framework agreed by stakeholders offers a means of progressing in a
pragmatic way the issues of importance on training management’ s agenda.

The literature review reinforced the importance of the outcome in terms of ensuring the
needed mechanisms are put in place to ensure the organisation is best placed to meet its service
delivery obligations congruently with providing a safe work environment for firefighters.

The research has importantly helped inform in an agreed way how to best gpply resources
to existing and emerging priorities on the organisation’ straining agenda. This will enhance
exiging approaches and features to ensure in terms of efficacy and safety we have adefensble
and auditable system of training.

A key issue for this research was to achieve acceptance by stakeholders. Stakeholders
included the CEO, senior management and the firefighters union. The importance of thiswasto
achieve ownership and commitment to where limited resources could be best directed. Both the
CEO and the Union displayed strong interest, commitment and support throughout the process
which was of enormous assstance. The scheduling of afortnightly review with the CEO and dl
parties was particularly useful. Union involvement was supported by the provison of afull time
representative on the project team. This degree of representation is unusua, as most consultative

committees higoricaly have been represented by the Union on ameeting to meeting basis.

RECOMMENDATIONS
1 That the existing service ddlivery outputs be anadysed to determine skill acquisition and

mai ntenance requirements over atime period.
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That planned new service delivery outputs be analysed to determine skill acquisition and
mai ntenance requirements over atime period.

That the issuesidentified in the Training Chalenge Priorities document (Appendix A) are
addressed formally through afull time project team with ongoing and additiona support
asidentified.

That the process of the Training Chalenge Project team continue with regular
stakeholder review mestings during the project planning and working phase.

That the modd of conaultation resulting in acceptance of the Training Chdlenge
Priorities be considered for other sgnificant organisationd projects.

That the Training Chalenge Priorities be addressed using a project management
methodology.

That other researchers explore in more depth the possibility of different gpproachesto

gaining stakeholders acceptance of decisonsrelating to training priorities.

21
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APPENDIX A
TRAINING CHALLENGE PRIORITIES
GROUP A:
1. Review of.
11  RPL Pdlicy
12  Assessment Policies
1.3  Devedopment of a Skills Maintenance Policy

2. Inform gtaff of the future role and direction of training.

GROUP B:
3. Development and implementation of a Framework for training for Emergency Response.
3.1  Align AFC modulesto ranks
3.2 I/D additiond MFB requirements
3.3  Deemine use of externd qudificationswithin MFB
34  Deem current Firefighter into AFC
4. Review of Training Delivery Methodology for ER.
5. Review of trainers, assessors and training support for the organisation.

6. Establishing RTO requirements in accordance with ANTA specifications.

GROUP C:

7. Development and implementation of a skills maintenance training program.
8. Impact of specidist qudifications on promotion.

0. Role of Training and Education in Qudity Assurance.

10.  Training Records Management.

GROUP D:
11. MFESB training requirements. (Future manpower requirements).

12. Leadership development training in the MFESB.
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